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FOREWORD

This volume is one of five that constitute the OBSCIS Report, a definitive work developed by the
Offerder-Based State Corrections Information System (OBSCIS) Committee. OBSCIS is a Project of
SEARCH Group, Inc. (SGI). It has been funded by a grant from the Law Enforcement Assistance Administ-
ration (LEAA), U. S. Department of Justice.

The five volumes, their purposes, and their interrelationships are described below:

I. THE OBSCIS APPROACH. This is an overview description of the needs for corrections informa-
tion reporting and how these needs can be met by the OBSCIS model and its accompanying tools.

Copyright © SEARCH Group, Inc.. 1975 This volume is prerequisite reading for all the others.

II. OBSCIS APPLICATION GUIDE. This is a reference workbook that describes and provides
system development selection criteria for 20 separate information processing applications, which can
be incorporated into OBSCIS systems in individual states on a modular basis. This guide will be for
structuring and developing the applications in each state’s system.

! III. OBSCIS DATA DICTIONARY. This volume contains descriptions. definitions, and suggested
: coding structures for the data elements used to establish the data base for an OBSCIS system. It will
be used as a reference guide in the developinent of each state’s data base.

IV. OBSCIS IMPLEMENTATION PLAN. This volume contains a detailed listing of a sequence of
activities, tasks, and subtasks to be performed in the specification, design, and development of an
OBSCIS system. This, in effect, is a reference guide describing the development methodology for
establishing an OBSCIS system within any participating state.

; V. LAUNCHING OBSCIS — A COMPOSITE EXAMPLE. This is a hypothetical example of how
one imaginary state, named Composite, proceeds with the planning and analysis phases which
initiate an OBSCIS project. The project is carried through the initial procedures for tailoring system
specifications to the needs of a specific corrections authority.

NOTE: Volume [ in this series is prerequisite to all of the others. The remaining volumes are resource
workbooks for the guidance of persons involved in the implementation of OBSCIS systems.
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PREFACE

This book and its companion works are about cooperation. They result from cooperation. They are tools
for implementing cooperation on a national scale between state and federal programs for the gathering and
reporting of information on criminal offenders under the care of state corrections organizations nationally.

OBSCIS stands for Offender-Based State Corrections Information System. This name alone describes
some of the uniqueness of the OBSCIS project. Creation of OBSCIS has been federally initiated and federally
funded — through grants from the Law Enforcement Assistance Administration (LEAA) of the Department
of Justice. Yet, in name and in fact, OBSCIS systems are state programs. An implemented OBSCIS system
becomes a first-line management tool in each state corrections authority.

The approach is designed so that everyone associated with OBSCIS comes out a winner — the whole of the
results should be greater than the sum of the parts. The underlying need at the national level is for a
comprehensive criminal justice information system. To accomplish this, it is necessary to set in motion data
gathering, processing, and reporting systems covering law enforcement agencies, the courts. and corrections
authoritics. OBSCIS represents the corrections segment of this total.

The logic for making OBSCIS happen is based on an approach of pragmatic cooperation: in order to report
data so vitally needed at the national level, individual states will require information processing systems,
Thus, the national program has opted to assist the states in funding and implementing these prerequisite
systems.

The theory is relatively simple, straightforward. But making OBSCIS happen has been something else.
Responsibility for developing OBSCIS has fallen to a group of representatives from 10 states selected for
implementation of pilot systems, plus others serving on a voluntary basis.

Outwardly, the charge given to this Committee might seem relatively simple: to find information common
denominators of the corrections process and to specify them for inclusion in state information and national
reporting systems.

But anyone familiar with the workings of government will realize that the efforts required were both
herculean and horrendous. Representatives on the Committee came from many separate and individually
sovereign states as well as from a number of federal agencies.

More than a year of determined, dedicated effort — thousands of working days of toil — went into the
development of the OBSCIS model described in this multi-volume report. Members of the OBSCIS Commit-
tee have constructed an important segment of the foundation of our future criminal justice information
system. It is a pleasure 1o recognize them in the listing that follows.

OBSCIS is a project of SEARCH Group, Inc. It has been funded through a grant by LEAA. Steve E.
Kolodney, Deputy Director of SEARCH Group, Inc., has been a primary force in keeping the work of the
Committee moving and on track through publication of this document.

Thanks are due to the Management Services organization of Touche Ross & Co., who served as staff and
technical mainstay for the work of the OBSCIS Committee. Their in-depth experience in the design and
implementation of criminal justice information systems has been vital to the success of the OBSCIS Commit-
tee in developing the model and the accompanying guides and tools documented here.

Finally, thanks are due, in advance, for the dedicated efforts which will lead to implementation of OBSCIS
systems in each separate and sovereign state.

Huntsville, Texas Charles M. Friel, Ph.D.
May, 1975 Chairman, OBSCIS Committee
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CHAPTER 1. TAILORED METHODOLOGY

Each state’s corrections information system, im-
plemented by using the OBSCIS model, will,
necessarily, be unique. This is inevitable, since no
two corrections agencies are the same. For this
reason, the end product of the OBSCIS Commit-
tee’s work was a model for a system rather than a
system which would have had to enforce the impos-
sibility of conformity among all states.

The philosophy of OBSCIS has been to seek a
balance between this irreducible independence and
some common denominators essential to the con-
duct of the business of a corrections agency. The
model does this by establishing a Core Statistical
System which includes the data elements required
for national reporting and three basic applications
necessary to gather, process, and report these data.
In addition, several additional categories of data
elements and applications beyond the core system
have also been established as part of the model.

This implementation guide. then. is a tool to be
used to create an OBSCIS system. Even though
cach state’s Correction Information System (CIS)
will be unique, there are underlying principles and
methods which are common to the predictable de-
velopment of an effective information system.
“*Predictability’” is a key to the philosophy behind
this systems development methodology. In order to
predict, one must plan.

The computer age has been fraught with many
significant systems development failures. Com-
puterized and manual information systems have
been billed as potential panaceas. But making them
work has been another matter. The development of
information systems is a detailed, highly technical
process filled with uncertainties. The technical as-
pects of system development tend, too often, to
dominate. Highly trained specialists become anxi-
ous to perform their technical design, development,
and operating tasks.

The methodology incorporated in the OBSCIS
Implementation Plan constitutes a proven technique
for planning and managing the system development
process. Under this approach, corrections managers
set the standards. They specify what a system is to

accomplish, and when. Provision is made to assure
that requirements specified by corrections managers
and by end users of information of the new systems
will be met. This is done by establishing a working
structure for coordination between information
users and information processing technicians, and
by structuring the project in a series of steps with
built-in check and approval points.

The OBSCIS Implementation Plan is a tailored
hybrid in systems development methodology. It in-
corporates both proven methods for development
and implementation of computer and manual sys-
tems and special **front end’” steps particularized to
the needs of correctional agencies.

Additional materials related fo these proven de-
velopment methods are listed in the Bibliography in
Volume |, under the topic of **Corrections Man-
agement.”’ “The OBSCIS process presented in this
volume is organized in-the five distinct phases
shown below, The first two phases of Project Plan-

Figure IV-1-1
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ning and State Self-Analysis deal with idenlifying
and specifying the general needs of an individual
corrections agency and developing a plan to meet
those needs. The structure of these first two phases
was developed especially to meet the needs of states
engaged in OBSCIS system development. The final
three phases grouped under the category of OBSCIS
Implementation Process use proven methods to plan
and control the technical aspects of implementing
an information processing system.

Volume 5 of the OBSCIS Report contains an
example of the use of this Implementation Plan by a
hypothetical state. Review of that volume will add
perspective to the work plan steps noted in this vol-
ume.

1§

The resource materials provided with the
OBSCIS model are structured to support a modular
or phased approach to systems development and
implementation. This philosophy, followed
throughout the Plan and in the example in Volume
5. will support the achievement of system ben-
efits in a more rapid, successful manner than would
asingle large complex system development effort.

The following work plans are arranged in logical
sequence together with some key considerations
and comments useflul in assisting a state to create its
own unique OBSCIS Implementation Plans.

CHAPTER 2. PROJECT PLANNING

This phase consists of a series of activities aimed
at aiding a correctional agency to initiate and plan
the initial aspects of its systems development effort.
Within most states, all of the effort associated with
this phase can be completed in three to six weeks.

Project Planning begins with organizing a project
team and defining corrections management goals
and scope for the project. In addition, work plans
are developed and resources estimated for complet-

ing the State Self-Analysis phase of this effort,
Upon completion of the phase a request for funds
for part or all of the remainder of the project may be
generated.

The end result of Project Planning activities will
be to establish the structure, plans, and manage-
ment controls necessary for the basic direction and
guidance of the project.

I. Establish the organization of the project
team.

. Identify the agency responsible for
the state Corrections Information
System (CIS).

Identify persons within the agency

who will be charged with design and

content responsibility for the state

CIS.

3. Identify agencies other than correc-
tions which should have representa-
tion on the project team.

4. Identify key current and potential fu-
ture users of the new state CIS,

5. Identify the corrections adminis-
trator(s) who will have ultimate pro-
ject management and decision au-
thority within the project team.

6. If appropriate, establish an OBSCIS
Management Steering Committee.

o

OBSCISWORK PLAN
PROJECT PLANNING PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
L Organize The Project Team

e Initially, the project team is concerned entirely
with Project Planning. At this »oint, the team
could consist of only one person from corrections
management. Later project efforts would require
an expanded project team.

e OBSCIS materials should be considered as re-
quired reading for anyone who will become heav-
ily involved with the project.

o The main intent of the project team is to plan for
and be responsible for the implementation of the
new CIS. Representation on the project team
should include:

— Corrections administrators

— Users of the new CIS

— Technical and planning personnel

— Others, based on a state’s particular envi-
ronment

e Although corrections administrators may decide




OBSCISWORKPLAN

PROJECT PLANNING PHASE

not to include other agencies as working mem-
bers of the project team, this should not preclude
obtaining in put from and providing outputs to
these users of the CIS. For instance: will the new
CIS service other than correctional needs? If law
enforcement or parole functions will be included
as users, they should have representation in the
project, even if only in a management-review
capacity.

e State planning agency personnel should also be
considered as project team members, particularly
if they may be involved in project funding.

e Project team management responsibility may be
held jointly, depending upon the composition of
the project team.

s Involvement of potential future users of the new
CIS should be considered if their potential con-
tributions relate to future expandability of the
system. Which agencies may have an indirect
impact on the system in the future and what types
of information would they require?

o The inclusion of appropriate personnel on the
project team or in a review or communicdtions
capacity can significantly impact the ease of later
implementation of the CIS.

e Although it is possible to perform the Project-

Planning phase without technical personnel, it is
strongly urged that personnel experienced in correc-
tions and systems be heavily involved in the State
Self-Analysis phase of the project, which follows
the planning phase.

e [t is mandatory that management approve and
support the necessary involvement of each team
member. Lack of proper understanding and ap-
proval may resuit in insufficient availability, which
in turn may cause the project quality and schedule
to suffer.

OBSCIS WORK PLAN

PROJECT PLANNING PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
IL. Define The Scope Of The Project e Constraints may be imposed on a CIS by the laws

1.

2.

Review state statutes and federal laws to
define any preliminary legal constraints.
Investigate procedures and documenta-
tion required for the acquisition of funds
orresources, as required.

Determine current availability of funds
and resources which establish the level
of project effort.

of a state, particularly in delineating the authority
of the corrections function. Also, the key issues
of privacy, security, confidentiality, and other
social considerations must be considered.

e Procedures and documentation required for the
acquisition of funds, including grants, should be
investigated at this early stage because a grant
request may be one of the outputs of project
planning. Particular attention should be given to
the justification procedure, approval process,
timing, and matching fund requirements of the
grant request procedure.

¢ Current major CIS-related projects in process an-
ticipated changes in authority, and other key
jurisdictional or other political considerations
should be recognized. For example, a definition
of project scope might include the following con-
siderations:

— Decision to include the parole function as
part of the CIS even though it is a separate
organization. ‘

— Localized correctional community centers to

-~ which probation cases can be referred may not
be included as part of the offender population,

— An existing statewide Criminal Justice Infor-
mation System (CJIS) may already be per-
fnrming some corrections information proces-
sing, thus affecting the need for providing this
service in the state’s CIS. ' ~

— Financial constraints or operational funds to
support a CIS developed under feueral funds
may limit the project scope.




OBSCISWORKPLAN

PROJECT PLANNING PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
UL, Establish Management Goals For The New This activity is not intended to design the pro-

CIS

1. Identify types of information the new

CIS should supply to the users.

Identify the possible methods of supply-

ing this information.

3. Determine timeliness requirements in
supplying information.

4. Determine the key operational functions

and known major problem areas. Use

this information to assist in the develop-

ment of priorities.

Define other internal state systems with

which the Cls must establish a data lin-

kage.

[gS]

v

posed CIS. Rather, corrections administrators
should attempt to determine the fong-range ob-
jectives of the state in terms of correctional in-
formation. They should consider how large a step
they want to take in developing and implement-
ing a new system. For example, if all the systems
are presently manual, should consideration be
given at this time to any on-line data processing
systems development projects?

This activity could be accomplished by correc-
tions administrators alone but they may consider
contacting upper-level officials in other agencies
which would be impacted by a CIS. If many
other agencies are to be involved, it is suggested
that corrections administrators provide the basic
list of goals as a guideline.

A list of current problem areas, needed manage-
ment or planning information not currently avail-
able, high-cost functions, or areas using signific-
ant amounts of critical personnel resources could
serve as a starting point for a list of management
goals.

Data linkage with other systems should include
both those which can provide critical input such
as court mittimus data as well as those which can
be serviced by a CIS, such as parole.

These goals will be used later to guide the project
team in choosing OBSCIS applications. For
example, a statement of management goals might
include:

— Providing a common offender-identification
number for tracking purposes.

— Providing a CIS with the ability to track the
institutional implementation of offender re-
commendations made during an admission/
assessment process.

— Reducing redundant information gathering on
offenders throughout the corrections process.

— Creating a CIS with the ability to monitor

OBSCIS WORK PLAN
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program results.

— Providing recidivism statistics.

— Providing a CIS with the ability to automati-
cally tap court information systems for offen-
derand sentence data.

V. Corrections Management Review

1.

[g%)

Review project scope.

. Assure that all intended functions are
included in the scope of the project.

Review project goals.

I, Assure that all objectives of the pro-
ject are defined and understood.

2. Assure that all known constraints
have been included.

Revise, add, or delete items to be in-

cluded in the project scope and goals.

o After the project team review to assure under-

standing, there will be a final corrections man-
agement review to provide guidance to the pro-
ject team in the further steps of Project Planning
and State Self-Analysis. The defined goals and
scope of the project must be analyzed so that
those defined bounds are consistent with correc-
tions management viewpoints.

The output of this activity could be a document,
listing the goals and scope of the CIS.

This is the first in a series of reviews in which
correctional administrators must participate to in-
sure successful completion of the project.

All defined goals and project scope statements
should be challenged for reasonableness and
achievability. General levels of low, medium,
and high priority could be assigned to the goals
for further direction to the project team.

,

o
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V.  Determine The Activities Required To Com-
plete The State Self-analysis

[dentify the activities necessary to inves-

tigate the pesent corrections environment

and present information systems.

I

Identify key personnel (o interview
concerning the present corrections
environment.

Identify the existence of any
documentation concerning the pre-
sent corrections environment.
Identify existing systems directly or
indirectly related to corrections
which should be reviewed.

Identify personnel involved with the
present manual or EDP systems who
should be interviewed.

Use the activities listed in the next
phase of this work plan as a guide in
determining what tasks must be ac-
complished.

This activity involves the development of a work
plan activity list for the State Self-Analysis ph-
ase. This process basically includes a refinement
of the list of activities shown in the following
State Self-Analysis Work Plan.

The project team should not attempt to detail plan
all the tasks involved in State Self-Analysis.
However, at least each major activity should be
listed as a basis for planning the resources neces-
sary for the next phase.

A key element defining the level of effort re-
quired in this phase is the identification of the
number of persons to be interviewed, the amount
of existing documentation to be reviewed, and
the extent of the existing systems to be reviewed.
When identifying personnel involved with pre-
sent systems. not only users should be identified
but also input preparation, processing, and out-
put disposition personnel should be interviewed.
Planners should not rely completely on documen-
tation of existing systems, since this may not be
current. It may be used as a starting point in the
process of reviewing the system with key per-
sonnel. In identifying the personnel to provide
input concerning the ‘‘corrections environ-
ment,”’ special emphasis should be placed on
contacting those who can provide insight into
trends such as community corrections or the re-
ceptiveness of corrections personnel to new in-
formation systems or data processing.

In planning the review, administrators should as-
sure that the following functions are investigated:
— Admission

— Assessment

— Institutions

— Parole

— Movement Status

— Legal Status

— Management and Research

— National Reporting

ACTIVITY
TASK
SUBTASK
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Identify the steps required to perform the
following activities in selecting the de-
sired OBSCIS applications.

l.

2.

Obtain thorough understanding of

the goals of the particular state.

Make a basic selection based on the
goals of the particular state.
Determine feasibility of selection
through areview process.

Use the activities listed in the State
Self-Analysis phase of this work
plan as a guide in determining the
detailed tasks which must be ac-
complished.

Administrators should plan on reviewing as
many of the current corrections systems as feasi-
ble regardless of whether or not they are specifi-
cally related to OBSCIS applications. This will
aid in determining whether parts of these other
systems should be included in the CIS as a state
unique capability.

Another key activity is to determine the sequence
i~n which the self-analysis tasks should be per-
formed. For example, it is usually preferable to
start with an over-view discussion of a present
system or a review of existing documentation be-
fore conducting any interviews.

The final output of these steps is a list of tasks
which must be accomplished in the next phase.

A basic assumption in the selection process is
that the Core Data Base and the three applica-
tiops are needed to satisfy national reporting re-
quirements.

Administrators should attempt to consider all
tasks that will be involved in the selection of the
OBSCIS applications. It is anticipated that the
list of tasks and sequence of performing them
will closely follow the steps shown in the Work
Plan for State Self-Analysis phase.

The portion of the Self-Analysis phase related to
application selection should be referenced for
any additional activities required.
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V1. Determine Resource Requirements Needed

ForThe Next Phase

I

Determine what type of skill is required
for each task defined in the previous ac-
tivity.

Estimate the amount of time required to
conduct interviews, review materials,
and complete other tasks.

Use these estimates to compute the total
effortrequired, by task.

Determine what manpower resources are
available to conduct the tasks in the State
Self-Analysis phase. *

Determine the availability of people to
be interviewed and develop the sequence
and timing of interviews.

Resources can include project personnel required
to complete designated tasks, as well as support
services and facilities such as clerical, duplicat-
ing, working space, file space, and office equip-
ment. In this activity, the need for the support
resources can be easily defined, since project
personnel requirements are known.

An estimate is a judgment or a *‘best guess’” at a
reasonable amount of time needed to complete a
task. For example, one hour is a reasonable
amount of time to conduct an interview while one
to two days may be required to review systems
documentation.

If it becomes difficult to estimate times for cer-
tain tasks, it may be because the tasks are too
large and should be broken down. For instance, it
is easier to estimate the time required to review
contents of a series of specific reports than for
review of all the output of a system.

In certain cases, the establishing of an estimate of
effort for a particular tasks, from a management
standpoint, serves to restrict and define the
amount of depth at which each task will be under-
taken.

Corrections administrators should note that per-
sonnel from other agencies could be used as re-
sources in the Self-Analysis phase of the project.

Outside sources of technical or planning support
should be investigated at this point if qualified
staff is not available.

The end product of this activity is an estimate, by
skill type, of the effort required in people days,
tentative interview schedule, and tentative re-
source assignment for each task outlined as a
result of the prior activity. Once the resource
requirements are established, the related support
services can be determined. In general, the total
elapsed time required to complete the Self-
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VII. Develop A4 Plan With Associated Costs To
Perform The State Self-Analysis Phase

3]

Determine schedule for the next phase.

I. For each task defined for the next

phase, finalize personnel assign-

ments.

For each task, finalize the people

days required for the person as-

signed.

3. For each task, note the planned start
and completion date.

Estimate costs associated with perform-

ing the next phase.

I. Determine costs of internal person-
nel.

2. Determine costs of any vendor ser-
vices which may be used.

3. Determine costs for materials,
facilities, travel, and support ser-
vices needed specifically for the next
phase.

o

I3

Analysis phase should typically not exceed two
to three months. A considerably shorter time
could be required depending upon the existing
situation and level of current CIS related de-
velopments in each state. However, since the
State Self-Analysis phase is the basic foundation
and planning activity used to control the de-
velopment of the CIS, this activity should not be
unduly curtailed.

The work schedule consists of the tasks listed in
sequence. In addition, people requirements, es-
timated times, and completion dates are on the
work schedule.

Scheduling problems may be caused by the lack
of availability of people to be interviewed as well
as personnel to conduct the interviews. Any con-
flicts should be resolved prior to starting the next
phase.

The final output of this task should be reviewed
for feasibility by the assigned people. One pur-
pose of planning is to provide the ability to revise
the schedule before actually beginning the work.
Another output of this task would be a list of
people to be assigned (o the next phase of their
time commitments.

Internal costs may be calculated by developing
an hourly rate based on the person’s yearly salary
or charge rate and extending it by the time com-
mitment.

Vendor costs would be obtained from their prop-
osal or estimate for services.

Other support costs can be obtained from stan-
dard floor space or duplicating charges.

The extent of the preciseness of the costs to be
determined in this step will depend greatly on
whether additional funding is required to com-
plete the Self-Analysis phase.
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VI, Corrections Management Review Of The

IN.

Planned Activities, Required Resources, As-

sociated Costs, and Schedules For The

Self-Analysis Phase

I. Determine if the necessary tasks for the
Self-Analysis phase are reasonable. In-
sure that all areas defined in the scope of
the project are included.

2. Determine if the estimates of effort and
personnel required are reasonable.
3, Determine if the estimates of required

facilities and support are reasonable.

4. Determine if the required resources are
available or whether outside vendors will
be required.

5. Modify or change the plan for the Self-
Analysis phase as required.

6. Obtain commitment for the required in-
ternal resources.

7. Determine if a request for additional
funding will be required to complete the
Self-Analysis phase.

Prepare Fund Request, [f Required

i. Listgoals and scope of proposed project.

2. Describe planned activities, required re-
sources, and related estimated costs of
the State Self-Analysis phase.

3. Prepare documentation as required for
the fund request including a narrative,
costs, and benefits.

e Corrections management should attempt, before

proceeding with the project, to see if the defined
activities and the estimates made for the project
relative to personnel and other support resources
are within the bounds of the previously defined
goals and scope of the project. These reviews
will happen periodically through the project so
that management can assure itself that the state
correctional goals are being met.

A key objective at this time is to obtain the
necessary commitment of internal resources to
the project. This also could be a time to announce
the project purpose to all concerned prior to start-
ing the next phase.

If the current budget will not cover the estimated
costs of the next phase, correcdonal adminis-
trators will have to initiate a request for addi-
tional funding through internal or external
sources.

Exact definition of the new CIS has not been
determined. Therefore, a complete precise
economic evaluation cannot be made. This fund
request would normally cover only the activities
to be completed in the State Self-Analysis phase.

Administrators may decide, because of the tim-
ing of the funding process, to request funds for
the entire project at this time. In this case, addi-
tiona! planning will be required to include the
plans for the OBSCIS Implementation phase.

Each state may have unique methods of proces-
sing a funding request depending upon whether
already existing funds or resources are to be used
or whether special grant applications are to be
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Establish Methods Of Project Control And

Management Review.

. Develop preliminary schedule of review
meetings.

2. Introduce project progress reporting
methods.

3. ldentify special status reports and their
frequency of preparation as required for
funding agency reporting.

4. Finalize work plan, schedule, and cost
estimates, if required.

written. While the grant-request procedure may

vary considerably for each state, it will typically

involve some of the following considerations:

— Identification of proper funding category.

— Assurance of required matching funds.

— Propercategorization of project cost items.

— Adherence to proper bidding procedures if
outside vendors are to be involved.

— Organization of proper approvals in the fund-
ing process.

— ldentification of projected benefits.

— Timing schedule of fund needs by budget
year.

Since the corrections administrator will have a
key role throughout the project as project man-
ager, it is necessary at this early stage to develop
the project management tools.

The estimated times and completion dates for the
tasks defined in the work plan wil! be developed.
Persons responsible for individual tasks wiil be
required to report progress on a regularly
scheduled basis. Corrections administrators can
then review tasks completed to date, comparing
scheduled progress with actual results. Addi-
tional resources can be acquired or reallocated to
insure that progress is achieved on target. Cost
expenditures for the project can also be moni-
tored in this manner.

A final review of the work plan and schedule
should be conducted just prior to the point when
the project is about to move into the next phase.
This would be required if a significant time lag
occurred between planning for and starting the
next phase. In addition, cost estimates should be
reviewed.




CHAPTER 3, STATE SELF-ANALYSIS

This phase is designed to help a state take a
closer, more detailed analysis of its corrections in-
formation processing requirements and prepare a
preliminary definition of its own desired corrections
information system. This is accomplished primarily
through interviews with key personnel involved
with corrections and its related information proces-
sing needs. These needs are analyzed by using the
tools provided with the OBSCIS model to create a
state’s own CIS. This phase is performed by a pro-
ject team of corrections personnel and systems
analysts. Upon completion, the project team deliv-
ers a complete plan and budget for implementation
of the state’s corrections information system. In-
cluded are specifications for each of the applica-
tions to be implemented, the end products they will
deliver, the inputs they will required, and the effort

involved for implementation.

A key element of this plan will be the definition
of the strategies to be employed in developing and
implementing the system in a modular fashion to
enhance its impact and ease of implementation.

An in-depth management review is conducted at
this point. It is made clear that the systems de-
velopment team, including managers of the func-
tions which will use the system’s outputs, have ag-
reed on what they are going to aecomplish, how
much it will cost, and how long it will take, Ac-
countability and control are built into the project at
this point. Significantly, the state also has, upon
completion of this phase, all of the detailed data
needed to apply for funding. if required, for its
OBSCIS system.
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[ Initiate State Self-Analysis Phase e This activity may start at a meeting where correc-

. Assemble the project team.

2. Present the work plan in order to orien-
tate the new members of the project
team.

3. Discuss the project control mechanism.

4. Present tentative review meeting
schedules.

15

tions administrators begin the Self-Analysis
phase. The work plan, with a schedule of dates,
is presented to the project team and the work
itsell actually begins.

e The schedule of review dates may be used as a
project control mechanism. That is, review meet-
ings could be scheduled between the initiation
and completion date of each activity. This allows
administrators and the project team an opportun-
ity toreview progress and discuss any problems.
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1. Investigate Basic Factors Affecting The De-

sign Of The New State C1S.

Determine corrections environment fac-

tors which could affect the CIS.

I. Interview personnel on the interview
schedule previously established.

2. Review documéntation identified
during project planning.

Determine population inventory at cer-

tain points in the present systems.

[. Determine inventory at offender in-
take points.

2. Determine inventory at offender
transter points.

Identify the organizational elements di-

rectly orindirectly related to corrections.

I. Define the unique functions per-
formed within cach identified or-
ganization that could impact the new
C1S.

2. Determine the relative levels ol au-
thority within each identified func-
tion.

Review the current corrections budget.

I. Compare the current operating
budget with present volumes.

2. Review the budget for planning and
operations.

3. Review the budget for correctional
stalt and EDP resources.

16

o This activity should not necessarily be limited to

one meeting. If additional time is required to as-
sure an understanding of what must be ac-
complished. additional meetings should be
scheduled.

The first task involves determining if any special
situations exist that could affect the selection of
OBSCIS applications. For example, what ex-
perience has been accumulated within the state in
information system development? If the experi-
ences were negative, what were the reasons?

A sufficient amount of time should be utilized by
the project team. They should feel comfortable
with a full understanding of the elements within
the corrections environment tha: could directly or
indirectly affect the new CIS.

The purpose of the second task is to gain an
understanding of the size of the offender popula-
tion at certain points in the correctional facilities.
This will aid in determining the areas of initial
emphasis in the development of the new CIS.

A specific output of this task is a list of populu-
tion volumes at intake. transfer, and release
points in the correctional facilities.

Although some of the present systems may be
computerized, technical personnel are not re-
quired to complete this task.

The main factor affecting the estimated people-
days needed to complete this task is the number
and size of the systems to be reviewed.

For those systems that are computerized, this
task could include a preliminary investigation of
information transactional flows. That is, a trans-
action is traced from the time it is generated in
the updating of a file to the time it appears on an
outputreport.

To aid in defining unique state needs, the project
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Review the state’s current information

processing capabilities.

I. Identify the hardware processing
sapability either internally or avail-
able to the corrections agency.

2. Determine the manpower resources
available to the corrections agency.

Investigate legal and social constraints.

1. Determine specific requirements be-

cause of federal laws.

Determine specific requirements be-

cause of state laws.

s, Determine requirements because of
prominent social groups which could
impact legisiation.

2

4. Determine if additional or clarifying

state legislation is necessary to sup-
port the CIS.

team should interview functions directly or indi-

rectly related to the corrections organization. For

instuncc_, during Project Planning, parole rep-
resentatives may or may not have been included
on the project team. At this point, parole person-
nel should be interviewed to determine their par-
ticular needs.

An understanding of levels of authority within
cach function is important to aid in determining
how ecuch function impacts the corrections pro-
Coss.

Corrections administrators should review the al-
location of the current budget relative to plan-
ning, operations, staff, and EDP resources. Al-
though sufficient funds may be available to per-
form the remainder of State Self-Analysis, a
majority of these funds may be allocated to the
operations of existing systems.

[f additional funds are not available for systems
development and implementation, this task is the
preliminary work in preparation for a request for
funding at the end of this phase.

The intent of this task is not to define, from a
technical standpoint, exactly what type of sys-
tems could be supported within the state. Instead,
it is intended that the project team have a cursory
understanding of present facilities available to
them.

This task should take a minimal amount of time.
Interviewing of personnel is not required.

A specific output of this task would be a list of
facilities, personnel, and corresponding proces-
sing capabilities currently available.

A high level of consideration must be given to
the issues of security, privacy, and confidential-
ity. These issues, treated extensively in Volume
I, include such items as equal treatment of all
inmates. That is, a thorough understanding of
such issues as Affirmative Action programs and
prison rights must be obtained.

1
}
|
!
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L. Collect Necessary Data And Define Current
Manual And Automated Information Sys-
tems

Define existing systems.

2.

9.

10.

Eliminate definitional problems by
establishing a glossary of terms.
Identify files and corresponding data
elements.

Establish what reports are produced,
their contents, frequency, and dis-
tribution.

Determine the source wnd mode of
input to update files.

Determine transaction volumes of
input data.

Investigate controls that insure the
integrity of the data.

Investigate other clerical work re-
quired to support the systems.
Determine what other agencies inter-
face with corrections systems.
Investigate access of files by other
agencies and general level of privacy
of data.

Identify organization responsible for
each system being reviewed.

This task will probably be one of the larger ones
performed in the State Self-Analysis phase. The
subtasks listed must be done for every system
defined in project planning. The estimate of man
days required to perform the individual subtasks
in a review of each system is dependent on the
size of the system.

The first step in performing this task will proba-
bly be a review of current documentation for
each system.

Before beginning, the project team should tenta-
tively decide the format of its final output. Be-
cause this information will be analyzed relative
to the OBSCIS model, it is suggested that the
project team organize the data collected in the
same way as the OBSCIS model is presented.

It is essential, as a minimum, to review the sys-
tems and procedures used by the state to process
the following:

— Admitting

— Assessment

— Institutions

—- Parole

— Status Monitoring

— Legal Custody Monitoring

— Management and Evaluation

— National Reporting

A major element to investigate when reviewing
the present systems is the offender identification
numbering system. If the new CIS will cover
portions of the existing systems, it is critical to
understand how offenders are identified in each
system.

Term definition is often overlooked by many
people performing a systems review. Because it
is critical that all functions involved understand
the language being spoken, it is necessary to es-
tablish a glossary of terms.

ACTIVITY
TASK
SUBTASK
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Subtasks 2, 3, and 4 are key concerns of this
task. That is, the project team must gain a tull
understanding of the inputs, processing, and out-
puts of all systems selected for review. It is not
implied that only EDP systems are involved. The
three elements are also present in a manual sys-
tem.

The project team must have a full understanding
of the controls used to insure the integrity of the
data. This is to aid them in making a judgment as
to whether or not the controls are sufficient. This
information will be used later in the design of the
new CIS.

The project team should investigate what clerical
work is required to support the systems in order
to discover if any duplication of effort exists.
This information will be used later when deter-
mining if additional staff is requircd to support
the new system.

The project team must investigate what data link-
age takes place between the correctional agen-
cy's present systems and other systems within the
state. For example, is the correctional agency
supplying mandatory information to other agen-
cies in the state or are some corrections systems
dependent on information being supplied by
otheragencies?

A thorough understanding .of the information
security of every system must be established to
determine if the level of privacy of data is suffi-
cient.

An output of this task may include a flow chart of
the functions performed within each system
being reviewed.
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Identify facilities used to support the

existing systems.

. Identify EDP equipment being
utilized.

2. lIdentify manually operated equip-
ment being utilized.

3. For each piece of equipment iden-
tified, estimate the amount of time
required to process the information.

4. For each piece of equipment iden-
tified, determine whether any excess
capacity exists.

Define present manpower resources.

1. Identify numbers and levels of skill
of the technical staff.

2. Identify numbers and levels of skill
of the operations staff.

3. Identify numbers and levels of skiill
ol the support staff.

Determine the costs of operating the pre-

sentsystems.

I. What is the cost of the equipment
used to support the present systems?

1o

What is the cost of the manpower
and other resources required to sup-
port the present systems?

This task is an extension of the definition of pre-
sent systems. For each system defined, a list of
equipment and resources utilized to support that
system must be developed.

As a preliminary step in determining the cost of
running the present systems, the amount of time
to process each system must be determined.
Excess capacity information aids in determining
how much, if any, of the new CIS can be sup-
ported by present equipment.

The project team should determine if the present
staff can support all present systems. One con-
sideration may be the amount of overtime being
logged.

If there appears to be excess capacity in man-
power resources, is the excess sufficient to sup-
port a new system?

This information will be used later in determin-
ing any additional resources required to support
the new CIS.

This task may be initiated while interviewing to
define the present systems.

This is the first step in establishing the cost/
benefit evaluation of the present systems.

The time required to perform this task is mini-
mal. Vendor invoices may be used to determine
the cost of hardware and software. The payroll
system could provide the input data to determine
the cost of the manpower required to support the
present systems.

OBSCIS WORK PLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK

SUBTASK

CONSIDERATIONS

IV.  Determine What Future Plans Exist For The
Present Systems

l.

Investigate new manual and automated
systems under development.

1. Determine basic functions of the
proposed systems.

2. Establish what additional resources
will be acquired to support the new

systems.

2. Investigate plans for modification of pre-
sent systems.

I. How will the source of input to the
systems be impacted?

2. Determine if the mode of processing
data will change.

3. Determine if the form of the output
will change.

3. Investigate plans for the moditication of
present manpower resources and equip-
ment facilities.

I, Identify hardware on order and its
purpose.
2. Identify hardware being phased out.
3. Identify projected changes in man-
power levels.
V. Assemble Documentation And Review
1. Prepare final documentation of all man-

ual and automated systems and proce-
- dures that have been reviewed.

1. Prepare interview summaries listing
functions performed by personnel in-

terviewed. R

2. Prepare flow chart of manual proce-
dures.

3. Listforms used in all systems.

4, List data elements and their defini-
© tionsinall systems.

# Although the project team now has information

as to the present state of correctional systems,
some documentation must be assembled regard-
ing the plans for the intermediate future. The

purpose of this is to establish an understanding of

where the new CIS will supersede portions of not
only the present systems but sysfems which are 1n
the planning stage.

The intent is not a thorough review of the plan-
ned systems, but one in which sufficient informa-
tion can be gathered to understand how the plan-
ned system and resource changes could impact
the new CIS.

e [t is suggested that the documentation of the pre-

sent systems be organized in the same manner as
the OBSCIS model. This makes possible direct
comparison between present systems and
OBSCIS applications.

Based on the method used to collect information
during the review, this task may merely be a
formalizing of that documentation.

It is imperative that the documentation be re-
viewed with present system personnel. Since fu-
ture decisions will be based on this documenta-
tion, its integrity must be assured.
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VI

2. Review assembled documentation.

1. Discuss documentation with person-
nel responsible for each system to
insure the integrity of the review.

(3®]

Revise documentation if required.

Define Requirements And Prioritize

I. Review the project’s scope and goals de-
fined in Project Planning.

9

Analyze present systems relative to
scope and goals to determine what in-
formation is presently being supplied.
3. Review the cost of operating the present
systems.
4. Describe correctional needs not pre-
sently being satisfied.
I. What data elements are required?
2. Whatreports are required?
3. What timeliness considerations are
present?
5. Assign priorities to requirements based
on goals established in Project Planning.
6. Prepare management summary of the de-
fined requirements.
. State the general description of each
systemreviewed.

[gS]

List inputs, processing, and outputs
of each system reviewed,
3. List requirements not being satisfied
by existing systems.
7. List the benefits of each system re-
viewed.

e The project team is preparing for a management
review of work done to date. In effect, they will
be seeking a ‘*buy-off from management on what
the new CIS must provide relative to what infor-
mation is being supplied now. That is, what over-
lap areas exist between OBSCIS and present ef-
forts.

e Costs of the present systems are important be-
cause a new CIS may be able to supply the same
information for less cost.

OBSCIS WORK PLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

VIL. Perform Management Review

[. Review management summary of the re-
quirements prepared by the project team

in Activity VI,

«‘ 2. Review correctional goals not being
satisfied by the existing systems.

i 3. Review priorities assigned to new re-

quirements.

VII. Review Of The OBSCIS Model
I. Obtain a preliminary understanding of
the model.

1. Review the contents of the Core
Data Base.

[Se]

Review the inputs and reports pro-
duced by each of the OBSCIS appli-
cations.

3. Study possible modifications in the
OBSCIS applications needed to meet
unique state requirements.
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e Correctional administrators must now review the
““field work®* done by the project team. It is im-
portant for them to raise as many questions as
possible to assure a complete understanding of
the documentation collected because this
documentation will be used to aid in selecting
applications for the new CIS.

o Correctional administrators must provide gui-

dance to the project. Therefore, they may desire to
realign the priorities established by the project
team.

e The only guideline for estimating the amount of

time required is that administrators should take as
much time as necessary to feel comfortable with
the understanding of the requirements defined
and the priorities established.

e Before the project team can utilize the OBSCIS

model, it must gain an understanding of the data
base and the OBSCIS applications.

e The data elements required to support the mod-

ification of each application not only involve the
consideration of the desirability of the elements
in the data base, but the effort required to supply
this input and the source from which it must be
obtained.

e In addition to reviewing what outputs are pro-

duced, it should also be noted that the level of
implementation may indicate the mode of deliv-
ery of those outputs. For instance, are printed
reports produced or is on-line inquiry to a compu-
ter the mode of accessing the data?

¢ In addition to viewing what types of inputs are

required, the project team may also investigate
the need for control over those inputs to insure
the integrity of the data supplied.



OBSCISWORKPLAN
STATE SELF-ANALYSIS PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
3 Review the OBSCIS model relative to It is necessary to perform this task because the

the present systems and defined re-

quirements.

[. Define the portions of the model
which are represented by the present
systems.

%]

Define the differences between the

present systems and the OBSCIS

model caused by a different operat-
ing environment.

3. Define differences between the pre-
sent systems and, the OBSCIS model
caused by different methods of pro-
cessing, use of outputs, or availabil-
ity of data to be collected.

4. Outline all defined requirements
which exceed the present systems
capability or OBSCIS recommenda-
tions.

Review the OBSCIS model relative to

the implementation levels in each appli-

cation.

[. Identify the different levels of im-

plementation for each application

that will satisfy the state require-
ments.

9

Identify input/foutput requirements
based on these levels of implementa-
tion and unique state needs.

3. ldentify levels of required proces-
sing facilities needed to support gach
application based on the level of im-
plementation chosen, volume of ac-
tivity involved, and response time
required.

4. ldentify general levels of manpower

resources required to develop and

generate the CIS based on each ap-
plication’s level of implementation.

Review the OBSCIS model relative to

the level of data base sophistication for

each application.

project team may find that segments of the pre
sent system will cover some of the goals estab-
lished by corrections administrators. That is,
there may be no need to implement a certain
OBSCIS application or portion of an application
because a present system may be utilized instead.
State-unique requirements should surface during
this process.

The matching process will be aided by the defini-
tion of requirements categorized in groups simi-
lar to the OBSCIS applications.

A specific output of this task may be the prelimi-
nary identification of resources required for each
application.

Technical personnel should be atilized for this
task since the understanding of what each appli-
cation will be relative to its level of implementa-
tion will be needed later for the OBSCIS Im-
plementation phase.

The amount of data that can be collected on an

offender should be categorized into:

—— Datarequired for the Core Data Base.

— Data required to produce the necessary out-
puts for day-to-day operation.

— Data which may be collected for some as yet
undefined purpose in the future.

The ease of gathering the data and the method of
verifying its accuracy must be considered in de-
termining the feasibility of inclusion in the data
base.

Determination should also be made of whether
the data are static or whether they will be updated
and whether it is important to keep a chronologi-
cal listing of the prior version of the data.

OBSCISWORKPLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK

SUBTASK

CONSIDERATIONS

IX.

. lIdentify the different levels of the
data'base needed to satisfy the state
requirements foreach application.

I~

Identify the possible outputs that
(EOLlld be provided based upon the in-
formation in the data base.
3. Determine the levels of processing
required to collect, store, and re-
trieve this additional data.

Identify the required levels of manpower
resources to collect and validate the data.

Select Data Elements, Applications, And
Levels of Implementation

l.

I~

Make initial selection of the Core Data
Base 'and the other data elements needed
to satisfy the state’s requirements.

Make initial selection of applications.

I. Select applications necessary to es-
tablish offender record and offender
status tracking in order to satisfy Na-
tional Reporting requirements.

o

Determine level of implementation
for each application.

Make additional selection based on con-
version of the present systems.

I Identify applications or portions of
gpplications which can be included
in a CIS by a direct conversion of the
present system.

o

Determine chosen level of im-
plementation of each application.

Make additional selection based on un-
ique state needs.

. Identify applications or portions of
applications which should be
adopted to satisfy state correctional
needs which are not necessarily re-
lated as part of OBSCIS.
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. f}lthough correctional administrators have de-
fined certain goals and the scope for the new state
CIS, the first step would be to assure that the
Core Statistical System requirements placed on
the state re met. Therealter, applications and por-
tions of applications are chosen in an initial selec-
tion process to satisfy the offender-based infor-
mation requirements of the state. A key selection
criterion for the various levels of the applications
shlould be the incremental benefits to be derived
yv1th the information provided by each succeed-
ing level balanced against the projected addi-
tional costin providing it.

o The determination of the level of implementation

chosen for' the various applications is also a mat-
ter of defm'mg the level of implementation re-
quired to satisfy state needs.

e [t is assumed the Core Statistical System will be

implemented.

o A specific output of Task 2 is a ‘‘first pass’” at

sglecting applications and levels of implementa-
tion that will make up the new state CIS. This is
only a starting point; depending on the goals and
scope defined by correctional administrators, this
!lSt may or may not be expanded on by proceed-
ing into the next task.




OBSCISWORKPLAN
STATE SELF-ANALYSIS PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS

2. Determine the level of implementa- o Where the initial selection based on the Core

tion of the related applications. Statistical System was in fact mandatory, Tasks 3

5. Perform a preliminary investigation of and 4 are optional, based on the current services

6.

the factors which could impact the feasi-
bility of a chosen application or expan-
sion level.

l.

()

4.

Define applications or modifications
to applications that are prohibitive
due to the time of development or
operating costs.
Deline applications that are not per-
missible because of state poticy.

Al
Identify problems relative to data
elements which arise due to security
and privacy issues.
Identify problems associated with
the resources available to develop
the CIS chosen.

Identify the preliminary benefits of the
chosen applications.

I

Determine tangible benefits by iden-
tifying savings realized through re-
placement or consolidation of pre-
sent systems. The user of the system
should identify the Lenefits, not the
CIS project team. If the user is to be
responsible for achieving the ben-
efits, he must approve them as feasi-
ble.

provided in existing systems.

Correctional administrators have previously de-
fined cost constraints of the new proposed state
CIS. After the initial selection of applications has
been made in the prior activities based on the
goals and scope of the project, costs involved
with the selected applications and levels of im-
plementation must be reviewed. At this point,
this process of identifying those chosen applica-
tions which are prohibitive in terms of cost
should be performed by personnel experienced in
both corrections and systems. The cost estimat-
ing would be done on a judgment basis based
upon past experience and also using the Example
in Volume 5 of the OBSCIS report. The attempt
at this point is not to generate exact costs but only
to exclude those applications or levels of im-
plementation which are obviously t0o costly.

These interim review steps are intended as a
project control tool. That is, at select points in
time. final cost estimates will be developed for
review to assure that the project is staying within
the originally defined bounds. For example, cor-
rectional administrators may have reviewed the
impacts of installing an on-line computer system
when no similar data processing capability
existed in the state.

A specific output of Task 5 may be direction to
the project team to perform another selection
process by repeating the prior four tasks. It may
be a modification of the applications or levels
selected under these tasks.

Legal constraints may again be reviewed to de-
termine if some elements of chosen applications
violate certain state statutes. For example, cer-
tain offender-based data cannot be kept in the
same files or accessed from the same files as
other offender-based data.

ACTIVITY
TASK
SUBTASK

OBSCIS WOFiK PLAN
STATE SELF-ANALYSIS PHASE

CONSIDERATIONS

X. Balance All Chosen Applications To Identify
Conflicts. Select Alternatives

1.

g%

Establish application cross-reference
conflicts.

l.

(3]

Identify duplicate portions of data
elements used to support chosen ap-
plications.

Identify duplicate sources of input to
update chosen data elements.

Identify duplicate generation of out-
put information.

Perform a final analysis to eliminate un-
feasible processing methods or identify
possible alternative CIS definitions
based upon known constraints.

. List those portions of the CIS which
appear unfeasible.

2. List those portions which will re-
quire significant additional funding.

3. Define alternative methods of phas-
ing the development and implemen-
tation of the CIS based upon con-
straints.

4.

Perform final review of potential
processing methods (i.e., manual,
batch computer, business machine,
on-line computer) which are not
suitable for the CI1S defined.

e Although the OBSCIS model has been designed

L ]

50 that no duplication exists in the Core Statisti-
cal System and applications, the project team,
through the course of the modification of applica-
Fions to meet the state’s unique needs, may have
introduced some at this point. A review is re-
quired to eliminate any duplication.

If duplication was not introduced through the
modification of applications, it may be intro-
duced because of an overlap with existing sys-
tems.

The project team must review proposed sources
of input chosen to update selected data elements.
For example, if an offender’s birthplace is being
collected in more than one specific place, one
source of input may be eliminated.

Similarly, if the same output is being produced in

two separate processing functions, one could be

eliminated.

Note that no systems design work is being done

to this point. Rather, the project team is attempt-

ing to clearly define data elements, applications,

and levels of implementation before proceeding.

[t is quite possible that the entire task of sclecting

applications may be done more than once. It is up

to the correctional administrators to provide gui-

dance for the number of iterations through this

process.

This activity is performed by correctional ad-

1iliqist1'ators and technical support staff’ from the

project team.

This is another review point conducted by correc-

tional administrators to assure the chosen appli-

cations meet the state’s goals within the defined

constraints.

There are three basic departure points [rom this

particular activity.

— Additional funding may be required.

— The entire selection process may be redone.

— The project team can modify the defined CIS
before proceeding.




OBSCISWORKPLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

NI.  Prepare A Preliminary Definition of the

State’s CIS.

i, List the data elements to be used to sup-
port the Core Statistical System and the
chosen applications.

I Listdataelements.

2. Define data elements as to their fogi-
cal meaning.
Indicate where data elements link to
produce additional information.

)
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Define the required inputs and outputs.

{. List source of each input needed to
update specific data elements. Indi-
cate where and how it will be col-
lected and verified.

2. Define the Lype of output, frequen-
¢y, distribution, and media.

3. Define the functions to be performed by

the CIS.
I. List type of processing for each ap-
plication.

2. Define update cycles.
3. Definereporting cycles.

4. Review the preliminary definition of the
systen.

e Although an entire system has been chosen in the
selection process, constraints such as funding
may require implementation in stages.

e A method of phased development and implemcp-
tation is strongly recommended, purlicularl‘y in
response to developing viable systems within
known resource and funding constraints.

o A “future project list'" may be made. incorporat-
ing the portions that will not be implemented
initially.

e After corrections administrators have determined
that the selected applications are in fact ones that
will meet the goals of the particular stafe, the
project team can move ahead 1o make a prelimi-
nary definition of the new CIS.

e A specific output of this task is a list of the cho-
sen data elements needed to support the Core
Statistical System and all applications, or por-
tions of applications, chosen.

e This task is similar to the preliminary definition
of the data base. Inputs and outputs are listed for
the Core Statistical System and each application.

e Particular attention should be given to the feusy
bility of collecting the input, particularly if it is
not now available.

s The output could be printed, microfilmed,
machine readable, or retrieved on-line by a com-
putersystem.

e During this activity, continual contact is main-
tained with correctional administrators culminat-
ing ina final review by them of the defined CIS.

OBSCIS WORK PLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

NI Determine The Activities Required To Com-
plete The OBSCIS [Implementation Phase
. Identify the activities from the following
list necessary to convert the Core Statis-
tical System and selected applications
into Correctional System Specifications.
I. Refine the requirements defined dur-
ing the earlier activities,

| §%]

Review the constraints,

3. Review selected processing modes
ofeach application.

4. Assemble applications into seg-
ments.

5. Assemble segments into a concep-
tual systems design.

6. Prepare a narrative describing the
systen.

7. Use the activities listed in the Cor-

rectional System Specification phase

of this work plan as a guide in de-

termining what tasks must be ac-

complished.

o

Identify the activities from the following

list necessary to convert the Correctional

System Specifications to a Technical

Systems Design.

I. Lay out the format of the output in-
formation.

2. Define input documents and related
media to be used to collect data.

3. Diagram the basic functions of data
flow.

4. Determine the structure of the files,

5. Develop program function sheets.

6. Finalize requirements for processing
resources.

7. Establish the cost/benefit relation-
ship of the new CIS.

8. Use the activities listed in the Tech-

This activity involves the development of an ac-
tivity list for the entire OBSCIS Implementation
phase. This process basically includes a refine-
ment of the list of activitics shown in the three
remaining phases ot the OBSCIS Implementation
work plan. .

Since the development and implementation of a
CIS is tygically done in stages due to increase in
the degree of successful results or due to funding
or resource limitations, break the total CIS into
logical portions such as Core Statistical System,
Application I, 2, etc.

The ultimate CIS and. it necessary. the develop-
ment stages should be kept in mind so that the
Core Statistical System and the entire planned
data base are developed first. Additional applica-
tions and levels which use the data in the data
base can be developed in later applications. This
would involve creating portions of a data base for
the collection and storage of data elements to be
used later and/or leaving space in the data base
for later use.

When performing the actual implementation
tasks, the work plan will undergo refinements.
Therefore, the project team should not attempt to
define all the detail activities.

The key element in defining the list of activities
and level of effort in this phase is the size of the
system to be implemented.

If a computer system is to be implemented, cor-
rections administrators should plan in this activ-
ity to investigate the availability of technical de-
sign and programming support if the current stalt
cannot {ulfill the required effort.

The planning is broken into three steps:

— Correctional Systems Specifications

— Technical Systems Design

— Achieving Operational Status
—— Achieving Operational Status
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STATE SELF-ANALYSIS PHASE

ACTIVITY

TASK
SUBTASK

CONSIDERATIONS

nical System Design phase 01"' i‘hiS
work plan as a guide in determining

what tasks must be accomplished.
3. Identify and plan the activities necessary
to perform the Achieving Operutmr.ml
Status phase. Activities to be planned in-

clude:

1. Develop programming specifica-
tions.

2. Perform programming.

Develop a plan for user training.
Develop a plan for system testing.
Develop a plan for conversion and
parallel.

6. Conductusertraining.

[V T S V]

Conduct systems test.
Conduct conversion and parallel.
9. Perform final implementation.

10. Use the activities listed in the lu.sl
phase of this work plan as a guide in
determining what tasks must be ac-
complished.

The final tasks listed in the work plan should
be reviewed by the project team to assure that
all major activities have been included.

OBSCISWORK PLAN
STATE SELF-ANALYSIS PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
NI Determine Resource Requirements For Im-

XIV.

plementation

1.

o

Determine what type of skill is required
for each task defined above.

Estii e the amount of time needed to
perform the tasks in the three planned
phases.

Use the estimates of effort to compute
the total effort by task.

Determine what manpower resources are
available to conduct the tasks in the next
phase.

Develop the sequence and timing of
tasks.

Develop A Schedule With Associated Costs
To Perform The Implementation Phase

l.

(o]

Determine schedule for the next three

phases.

I For each task defined for each phase,
finalize the personnel assignments.

For each task, finalize the workdays
required for the person assigned.

3. For each task, note the planned start
and completion date.

o

Estimate costs associated with perform-
ing the remaining three phases.

I Determine costs of internal person-
nel,

2. Determine costs of any vendor ser-
vices which may be used,

Estimate operational costs associated
with actual running of the system.

I. Determine cost of hardware use,
2. Determine cost of support personnel.
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* Requests for proposals can be issued at this point

if outside services will be required. This will re-
duce the typical lead time problem in attaining
these services.

Personnel availability of other internal agencies
may be investigated at this fime, °

If it becomes difficult to estimate times for cer-
tain tasks, it may be because the tasks are too
large. In this case they should be reduced to
smaller logical increments of tasks.

The work schedule consists of the tasks listed in
sequence in the work plan with each task man-
ned. In addition, estimated times and completion
dates are on the work schedule.

The final output of this task should be reviewed
by all concerned to determine if, in fact, the
schedule is feasible. One purpose of planning is
to provide the ability to revise the plan before
actually beginning the work.

Another output of this task would be a list of
people (o be used in the next phase and their total
time commitment.

Internal cost may be calculated by developing an
hourly rate based on the person’s yearly salary or
charge rate and extending it by the time of com-
mitment,

Vendor costs would be in their proposals or esti-
mates forreview.

Operational cost estimates can be obtained from
senior technical personnel on a judgment basis.
Now is the time to get initial estimates of the
potential operating cost of the system. These cs-
timates will eventually be made by the state.
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ACTIVITY
TASK

SUBTASK

CONSIDERATIONS

\V.

\ VI

Perform Corrections Management Review of
the Planned Activities, Required Resources,
Associated Costs, And Schedules For The
OQBSCIS Implementation Phases

L.
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N

0.

Determine if the necessary tasks for the
Implementation phase are reasonable
and include all areas defined in the scope
and goals of the project.

Determine if the estimates of effort and
personnel required are reasonable.
Determine if the estimates of required
facilities and support are reasonable.
Determine if the required resources are
available or whether outside vendors will
be required.

Modify or change the plan for the
OBSCIS Implementation phases, as re-
quired.

Obtain commitment of the required in-
ternal resources.

Determine 1f A Request For Additional

Funding Will Be Required To Complete The
Implementation Phase.

o Management must determine befere proceeding
with the project, if the defined activities and the
estimates for the project relative to personnel and
other support resources, are within the bounds of
the previously defined goals and scope. In effect,
these reviews will happen periodically through-
out the project so that management can assure
itself tiat the state correctional goals are being
met.

e 1f the current corrections budget will not cover
the estimated costs of the next phase, correc-
tional administrators will have to iniFiatc a re-
quest for additional funding through internal or
external sources.

e A key point at this time is to obtain the necessary
commitment of internal resources for the remain-
ing project phases.

o If funding for the entire project was not requested
during Project Planning, it should be rgquestetd
here. The same data previously mentioned in

Project Planning will be necessary for funding.

CHAPTER 4. CORRECTIONAL SYSTEM SPECIFICATIONS

The major purpose of this phase is to achieve
coordination between users and technicians in
specifying what the new system is to accomplish.
This is done to assure an ongoing level of com-
munication comprehensible both to corrections of-
ficials and to data processing technicians. Users of
the system specify the information outputs they de-
sire, agree to the inputs they will provide, and agree
on the processing of data which must take place to
accomplish the desired results. This will include
developing a definition of how the system would
operate in terms of frequency of processing and

distribution of output. Report, inputs, and data file
formats are blocked out at a graphic level.

On completion of this phase, the data processing
specialists have the inputs they need to develop
technical solutions to the problems and detail re-
quirements stated by corrections officials. In addi-
tion, a conceptual design of the system is produced
for use as the basic communication tool between
users and technicians. This phase and the following
two phases are grouped under a logical category of
OBSCIS Implementation work plans.

OBSCIS WORK PLAN
STATE SELF-ANALYSIS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

L. Refine The Defined CIS Through A More

I1. Convert The Defined CIS Into Corrections

Detailed Requirements Analysis

. Define the content of the inputs, includ-

ing resources and method of acquisition
required.

[ §S]

Define the contents of all outputs and
frequency of disposition.

3. Determine the methods used to control
the data.

4. Identify the necessary supporting manual
processes external to the CIS.

5. Identify any design constraints which
would affect the design.

6. Refine the exact functions to be per-
formed by the system.

System Specifications

1. Review constraints relative to the system
design.

I. Review policy considerations inter-
nal to the state.
5

2. Review schedule and timing consid-
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e The intent of these tasks is to return again to the
ultimate users of the CIS to review and finalize
the detail requirements of the system. These re-

quirements should be expressed at a nontechnical
level. : ’

e At the time of this review, the benefits to be
realized by installation of the CIS can also be
updated due to a clearer understanding of the
defined CIS.

e The conceptual systems design is the first step
leading toward a technical systems design from
which the system will actually be implemented.

e This phase is the first step at converting the CIS
applications into one homogeneous system.




OBSCIS WORK PLAN
CORRECTIONAL SYSTEM SPECIFICATIONS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

erations through to implementation.

3. Review technical feasibility consid-
grations.

2. Define the processing modes of each ap-
plication.

3. Balance conflicts in processing mode for
all applications or portions of applica-
tions selected.
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Therefore, while the considerations listed as sub-
tasks here have been reviewed before, they must
be considered in light of an entire system neces-
sary to process the functions specified by Fhe ap-
plications. For example, although an appllca.hon
can stand alone relative to its input, processing,
and outputs, there might be some technical con-
siderations in linking two applications together
into a single system function. In addition, rather
than designing one large system to incorporate a?l
chosen applications, it may become more feasi-
ble to design a number of subsystems, each con-
taining certain application functions.

The considerations of modular development will
also affect the segmentation of the CIS im'(? sub-
systems capable of implementation in definable
and logical pieces.

As in the above task, the mode of processing
such as on-line batch, or manual has been consi-
dered before relative to individual applications.
These considerations must be viewed again now
that the applications are being put together into
one system.

This task is essentially the highly creative one of
translating the OBSCIS applications intg a Sys-
tem design which will satisfy all the requirements
specified in the chosen CIS. Technical personnel
will, therefore, be required.

e These design activities do not imply that the CIS

must be a computerized system as opposed to a
manual one. Rather, it is the concept of a system
which is able to accept inputs, store the c}ata, and
provide the desired outputs. These functions may
be computerized or accomplished through man-
ual processing procedures.

e This is another preliminary step in taking stand-

alone applications and assembling them into sys-
tem components and then assembling Fhese com-
ponents into one entire system or keeping them in
separate subsystems.

OBSCISWORK PLAN
CORRECTIONAL SYSTEM SPECIFICATIONS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

I. Assemble sets of applications into
design components.

[N

Define processing modes for each
design component.

4. Prepare a narrative of the design.

I. Describe how the system will oper-
ate and what functions it will per-
form.

[0

Describe the various system compo-
nents such as daily, weekly, monthly
processing or on-line activities,

5. Produce adescription of inputs.

I. Define the source and content of the
inputs.

2

Define the media used to transfer
input data for processing.

6. Produce a description of outputs.

I. Describe output content, type of
media used to transfer the output in-
formation, and sequence of data.

2

List disposition and use of each out-
put.

7. Describe preliminary system controls
and backup/recovery methods.

. Identify control points between ap-
plications.

2. Describe basic form of control.

8. Produce a flow chart of the conceptual
design.

. Show interaction of input with pro-
cessing and files to produce output
within previously defined system
components.

9. Prepare a definition of the new system
procedures as they will impact the cur-
rent operations.
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The project team may discover that processing
modes selected for particular CIS applications
are not compatible once the applications are put
togetherinto system components.

Technical personnel will be required throughout
this initial task.

Proposed hardware and software requirements
may change once the CIS applications are as-
sembled into a single design.

This series of tasks is used to assemble the final
documentation of the preliminary conceptual sys-
tems design.

In addition to listing input, processing, files, and
output, the project team is making a first attempt
at introducing system contorls. This method in-
sures the integrity of the data used to update the
files.

The main intent here is not to do a technical
systems design from which programming
specifications or manual procedures can be writ-
ten; rather it is to put together a conceptual sys-
tems design whereby correctional administrators
can see how selected unique applications have
been combined into a system or components of a
system.

Another use of this conceptual system design is
to aid correctional administrators in refining the
work plans and schedules previously established
during the Seif-Analysis phase for the Technical
Systems Design and final implementation phase
of the project.




OBSCIS WORK PLAN
CORRECTIONAL SYSTEM SPECIFICATIONS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

[11.

IV.

.

. Produce a preliminary definition of the

content and structure of the data base and
other files.

[dentily the method used to assure sec-
urity and confidentiality of data.

Refine The Work Plan Developed In The
Self-Analysis Phase

I.

2.

3.

Review the planned activities.

Review the required resources.

Review the work schedule and estimated
Costs.

Revise any of the above items as re-
quired.

Corrections Management And User Review
Of The Conceptual Systems Design

{.

t2

Meet with users of the new CIS to obtain
approval of the conceptual systems de-
sign.

Review refined work plan, resource re-
quirements, schedule, and costs.
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e The major purpose of the remaining tasks in this

phase is to revise and update the prior estin.m.tes
of tasks, resources. and costs for the remaining
activities in the project. It is also an opportunity
to more fully define the required tasks in the next
phase of the project.

Now that the applications have been roughly as-
sembled into a system, the project team is more
knowledgeable about the specific tasks that must
be completed in the next phase.

e Just as in other phases of this project, correc-

tional administrators must now review the next
phase of the project.

Now that correctional administrators more fully
understand the tasks to be performed in the next
phase based on the conceptual systems design,
they are more fully aware of the levels of effort
involved.

Just as with the development of the preliminary

work plan, correctional administrators may make
another review of costs now that the applications

have been assembled into a conceptual systems

design.

CHAPTERS5. TECHNICAL SYSTEMS DESIGN

This phase involves technical preparations for the
new corrections information system. All of the
technical documentation necessary to make a com-
puter system happen is prepared, quality-control
checked, reworked, and finalized. Included are
input documents and data formats, processing
specifications, output record formats and docu-
ments, and functional specifications for the prog-

ram to be used in computer processing or initial
definition of the manual processing required for a
manual system.

This phase has a special purpose: it requires end
products which can be reviewed one more time by
corrections managers and information users before
the expensive procedures of programming and im-
plementing an information system take place.

I~

Complete System Specifications
1.

Lay out the format of output informa-
tion.

1. Depict each required report layout in
terms of exact data location in the
report, data content, sequence of
data, controls, totals, and page sep-
aration.

o

Depict each required screen or ter-
minal printer format for on-line in-
formation inquiry and display in
terms of exact data position, content,
and sequence.

3. Depict microfilm output in a manner
similar to a printed report.

Define input documents and related

media to be used to collect data.

1. List any present input documents
which will be used to collect data.

i~

Lay out or redesign the elements of
new input documents.

3. Determine source and frequency of
collection of input data.

4. Determine the media that the input
data will be translated into (i.e.,
ledger cards, punched cards, online
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OBSCISWORKPLAN
TECHNICAL SYSTEMS DESIGN PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
I

e The subtasks defined under this task actually de-
pend on the type of system being implemented.
However, content of the output is the main con-
cern, rather than the mode of delivering it.

e A specific output of this task would be a descrip-
tion of the output reports. This would include the
frequency of producing the reports and what the
distribution flow of the reports would be. Output
other than printed documents, such as machine
readable or visual display, are also considered.

e The volume of data, lines, and pages, as well as
the frequency associated with each output,
should also be considered. These factors will
have an impact on the resources required to pro-
duce it.

e The subtasks required are actually determined by

the level of implementation chosen for each ap-
plication. That is, the amount of change required
to each input document or source is actually de-
termined by the CIS chosen.

e The specific output of this task is a set of input

documents presently used by the corrections or-
ganization, and/or additional revised ones de-
signed in this task that will be used to collect
input data elements.

e The input data will be depicted in the format of




ACTIVITY
TASK

OBSCIS WORK PLAN
TECHNICAL SYSTEMS DESIGN PHASE

SUBTASK

CONSIDERATIONS

terminal input, etc.).

5. Separate the input into logical trans-

actions.

Diagram the basic flow of data.

l.

2.

3.

[dentify original source of data.

List data collection points.

Identily input preparation and con-
tents required.

Describe the general editing and
error correction process.

Design and determine the contents of the
data base or files required in the system.

I.

B

Define the data elements.

Collect the elements into logical re-
cords,

Prepare a layout of each file.

the media chosen to enter it into the system, such
as punched card layout.

The sequence of the data collected in logical
transactions should be relatively consistent with
the source document and data avaifable at the
same point in time in the corrections process.

Estimate the volume of transactions in order to
aid in determining the amount of resources re-
quired to process the inputs.

This task involves defining how data moves from
its original source to the processing function and
what happens when it gets there, including how it
is edited or corrected if in error.

A specific output of this task is a chart of the flow
of data.

The purpose of this task is to supply a communi-
cation tool to aid users and the technical staff in
understanding each other in relation to how the
input data are to be handled.

The data base is composed of the data elements
required for each application of the CIS. In addi-
tion, computer run to run files are used to pass
data between processing points within the sys-
tem. This is true also in manual systems where
data may be copied from a source document to an
intermediate document (i.e., file) before final
tabulation. For example, data elements relating
to the assessment application may be kept on a
master data base, whereas daily transactions may
be kept on an interim file to be passed between an
update function and a reporting function.

Each file is made up of a number of data ele-
ments. The characteristics of these data elements
must be defined. For instance, is the element
numeric or alphanumeric? What is its maximum
size? Does it have any initial value? What is the
basic logical description of the data elements?
What are the security, privacy, or policy consid-
erations on this element? Does it have multiple
occurrences like changes in status or is it a static
element gathered once as input?

ACTIVITY
TASK
SUBTASK

OBSCIS WORK PLAN
TECHNICAL SYSTEMS CESIGN PHASE

CONSIDERATIONS

5. Produce a computer processing chart:

l.

to

Describe the sequence of major pro-
cessing functions, files used, inputs
required, and outputs produced,
Assign program and file descrip-
tions.

6. Develop program function sheets.

1.

~o

Describe the general purpose of each
computer program or manual pro-
cessing step and the functions which
must be performed within that prog-
ram.

Describe the logical decisions neces-
sary for the computer programs to
perform these necessary functions.
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® Sqme additional file characteristics to be deter-
mined would be the media used, total number of
r('ecords on the file, the file sequence, the record
size, and the number of records to a physical
block of data,

e File activities should also be described. For
example, the update interval, the average number
Qf transactions per day, security, backup, reten-
tion schedule, and control and update procedure,

0 IFlex1tify the logical structure and connective rely-
tionship between the various data elements and
groups of data elements in the file. For example,
the file should perhaps be structured so that sev-

eral incarcerations can be linked to a single of-
fender. -

o Define the volume of data required in the system
to determine the required file Space.

. "Ijhis task is essentially the collection of proces-
sing tasks to be performed in logical groupings
called programs.

e Although computer processing is implied in this
particular phase, the same tasks would be re-
quired if the system were entirely manual. File
descriptions could pertain to manual files. Major
processing functions could also pertain to an en-
tirely manual process.

e A specific output of this task would be g pictorial
c!escription of files and major processing func-
tions in flow chart form. For example, a major
processing function could be the entry and updat-
ing to the data base of new offenders processed in
the reception function.

e This task is performed by a systems analyst. It is

designed to identify, in general terms, what the
program must do. It is not a detailed program
specification; but is used to determine the amount
of effort required to do detailed program specifi-
cations and programs.



0BSCISWORKPLAN
TECHNICAL SYSTEMS DESIGN PHASE

ACTIVITY

TASK
SUBTASK

CONSIDERATIONS

{1l

.

Establish Final Requirements For Proces-

sing Resources.

|. Based upon input, output, and proces-

sing volumes determine the number of

personnel required to operate the CIS.

Define the need for required computer,

communications, unit record equipment,

files, and other business machines.

3. Based upon needs, define the operating
specifications for the required equip-
ment.

4. Contact vendors and request bids, if re
quired.

19

Refine Work Plan And Schedule For The

Final Phase Of The Project

|. Refine tasks to be performed.

2. Refine skill levels required.

3. Refine schedule of personnel.

4. Finalize commitment of technical sup-
port.

o Under the prior task of this activity, a computq
process chart was generated. The boxes Qf th?lt
chart designated as programs are now detailed in
this task to indicate what those programs must
do.

e In a manual system this would be a general out-
line of the manual processing required at each
point. The detailed development of manual pro-
cessing procedures would be done later.

e At this point, the information gatherqd during the
technical design can be used to define the need
for and specifications for required hardware.

e Available hardware/software resources defined
earlier in the project should be reviewgd to de-
termine what additional capabilities will be re-
quired. '

e Specific kinds of software, such as that requnrgd
to handle any on-line teleprocessing .features of a
state’s CIS. should be defined at this time.

e Technical personnel will be required for this
task.

e A specific output of this activity could be a re-
quest for bids from different vendors, based on
the specifications defined.

e Asin the end of every other major phase, correc-
tional administrators must review the next phase.
Although preliminary plans have previously been
made, these can be outlined in greater detail now
that administrators are more aware of the exact
requirements of the new state CIS.
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OBSCIS WORK PLAN
TECHNICAL SYSTEMS DESIGN PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

IV.  Establish Final Estimates Of The One-Time
And Continuing Costs Of The New Svstem
. Identify one-time and continuing man-
POWer costs.
I. Review the costs of required skill
levels.

(89

Review the cost of additional re-
sources required because of time
constraints and/or levels of effort re-
quired.

3. Finalize the cost of programming
and other technical development

support,
2. Finalize additional or replacement
hardware costs.
I. Finalize the cost of required compu-
ter facilities.
2. Finalize the cost of required com-
munication equipment.
3. Finalize the cost of unit record
equipment,
V. Perform Management Review Prior To

Final Phase

I. Obtain buy-off of corrections manage-
ment.

9

Obtain buy-off of operations manage-
ment.

3. Obtain buy-off of final users of the new
CIS.

4]

e The tasks required are outlined in the next phase
of this work plan. The specific output of this
activity would be a refined list of tasks to be
performed, with personnel assigned to perform
those tasks and deadline dates established when
the tasks are to be completed. Typically, a prog-
ramming staff would be involved in the next
phase, and plans for the acquisition of these re-
sources are required.

o Correctional administrators are making their final
review of the cost of developing the new state
CIS prior to beginning the systems development
and implementation phase.

e The work plan and schedule developed in the
previous activity is used to determine what the
manpower costs will be.

e A specific output of this task is a list of costs
which can be reviewed against prior estimates to
test for reasonableness.

o If the cost is substantially over the original esti-
mate, systems development should not begin
until the reason is determined and corrective or
alternative action is taken,

e As in determining the cost of manpower re-
sources, correctional administrators should re-
view the final estimate of the costs of additional
hardware facilities to support the new state CIS.

e Final estimated costs of development are then
assembled in preparation for a final management
review.,

e This activity is the final review of the proposed
system prior to the procuring of any manpower or
equipment resources and the actual implementa-
tion of the new CIS.



OBSCIS WORKPLAN
TECHNICAL SYSTEMS DESIGN PHASE

ACTIVITY
TASK

SUBTASK CONSIDERATIONS

VI.  Procure Additional Resources As Required
e This is the final activity to be performed before

|. Procure technical/programming staff. | \ |
P systems implementation begins.

2. Orderequipment.

CHAPTER 6. ACHIEVING OPERATIONAL STATUS

This phase begins with detailing of program
specifications and writing of the programs and other
necessary technical documents. It ends with an in-
place, operational system which is evaluated and set
on a course of information-processing continuity.

The implementation process contains extensive
checkpoints. Users are trained prior to conversion
to the new system. They, in effect, bring the new
system to life. All elements or parts of the new
system are lested individually, and then as full en-
tity. Conversion and start-up strategies and plans
are developed. A step-by-step phased implementa-
tion procedure is recommended to provide user and
operating personnel with the necessary amount of
learning and initial operation time.

Following conversion to the new procedures, an
in-depth review is conducted to evaluate how well
the system has met its initial objectives and how
well it is meeting management and user needs.
Since each OBSCIS system is modular and open
ended, it is possible at this time to establish objec-
tives and plans for enhancement and/or addition of
new applications.

Thus, the implementation of an OBSCIS system
marks the introduction of a continuity of increasing
information processing capability. A first round of
objectives has been implemented. The future is
open to enlargement of horizons in any way correc-
tional managers care to stretch their imaginations.

OBSCISWORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
L. Develop Programming Specifications e The project team now becomes, at least in part,

I. Document the requirements of each
computer program.

1. Review and finalize the definition of
the program functions.

o]

Describe the logic of the program to
the level required to communicate
the processing requirements.

3. Identify all inputs and required out-
puts.

2. Establish final definition of all files.

. Review and finalize specifications of
master files.

2. Review and finalize specifications of
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managers of the programming effort. This first
activity is the definition of the program specifica-
tions for the new programming staff, which will
add to the project.

o In the case of a manual system, the definition of

the processing required must be made as the first
step in developing the required manual proce-
dures.

e Included in this step are the special programs

required to convert from existing systems to in-
itiate the new systen.

e Also included is any special program required to

provide system backup.

o As with Task 1, this is the final review of the

specifications of the files to be used within the
system to store the required data and produce the
defined result.




ACTIVITY
TASK

OBSCIS WORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE

SUBTASK

CONSIDERATIONS

inter-run liles.

3. Establish all programming and opera-
tions standards.

I

6.

Develop standard modules to be
used in several programs.

Identify standard control methods to
be used in each program and file.
Prepare standard programming con-
ventions and identify programming
languages to be used.

Establish standard output specifica-
tions.

Establish standard code table refer-
ence file.

Create list of standard operating
messages.

Establish program documentation
and testing standards.

4. Review and confirm programming
schedule and budget.

L.

1o

Establish a logical sequence of pro-
gramming to assure ease in testing.
Estimate the amount of program-
ming effort and related costs for each
program.

Schedule programming assignments.

with available or contracted person-
nel.

Review and refine this schedule and
budget with the programming or-
ganization.

Additional files could be defined in this task to
support system operation for processing effi-
ciency or other purposes.

Definition of all coding structures for all data
elements should be complete at this time. For
example, eye color codes should all be estab-
lished and agreed upon.

This task is an extremely important one. It can
significantly reduce the overall programming ef-
fort through use of standard methods of perform-
ing the programming taks.

The use of modular programming should be en-
couraged, particularly foran on-line system.

This is the establishment of programming man-
agement control whereby schedules and certain
amounts of funds are allocated to the program-
ming effort. The amounts allocated should be
agreed upon by corrections administrators and
the programming organization. These schedules
and amounts will be used to monitor the progress
of the programming effort.

The programming effort should be estimated for
coding, clean compiling, testing, and document-
ing.

Consideration should be given to the elapsed
time of the programming effort caused by the
availability of program punching, compiling, and
testing resources.

OBSCIS WORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE

ACTIVITY
TASK
SuU 8
BTASK CONSIDERATIONS
1L. Perform Programming i vity i i
f e ung e This activity is the generation of the programs. It
l. Code programs. is performed by the programming staff.
I, Write Coc > specifi i
te Code. e The specific output of this task would be the
2. Compile program. completed programs, ready for testing.
3. Revise and recompile as required. o Test data here are intended to assure that each
2. Unittest programs. program pf:rlzl'or{ns the functions outlined in pro-
gram specilications. No systems test is implied
[, Create test data. here. d : pliec
2. Runthe I1'E S T {
he program test. o The same staff that actually performs the coding
3. Review restults, recompile, and re- of the programs can perform this function.
teb[ asr 11 e 111§ o Ny
as required. o Special utility programs to create the files needed
for testing may be required.
o The sequence of completion of programming can
significantly affect the ease of testing.
3. Prepare programming documentation. o The final output of the programming activity is to
I. Prepare program logic documenta- document the programs. This includes:
tion. — Program logic documentation, which is used
o ] , during 0ing maintenance process
2. Prepare program operating o gltlle ongoing maintenance process (o
. & ak anees
documentation, ARe changes.
— Operating instructions, which are used by the
operations function to execute the programs.
o This documentation is required because people

UL, Plun For User Training

l.

o

Identify the personnel who must be
trained.

Identify which training materials must be
developed.

Determine how many levels of training
materials must be developed.

Determine the logical sequence and
schedule of the training that must be per-
formed.
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who will peiform the ongoing maintenance of the
system are not necessarily those who developed
tt.

Documentation is also valuable in locating logic
problems. It also reduces dependence upon the
personnel who wrote the original programs.

The purpose of this task is to identify all the
training materials that must be developed. This
can include managerial training on how to use the
outputs ol the system, clerical training on how to
prepare input, and training on how to code or
correcterroneous data.

In addition, computer or terminal operation
guides may have to be developed.

In a large training effort, it is desirable that some
users be involved in actually performing the
training.




OBSCISWORKPLAN
ACHIEVING OPERATIONAL STATUS PHASE
ACTIVITY
TASK
SUBTASK CONSIDERATIONS
IV.  Complete Necessary User Training e The purpose of this activity is to equip all the

l.

Write detailed procedures for user de-

partments.

. Write procedures for manual data
flow.

19

Write procedures for document

completion instructions.

3. Write operating procedures for all
equipmentifrequired.

4. Write error correction and control
procedures.

5. Develop security and backup proce-
dures.

6. Develop alternate processing proce-
dures to be used in case of system
failures.

Conduct management-level sessions to

explain responsibility of user depart-

ments.

I. Explain responsibilities for input

preparations.

[ ]

Explain responsibilities for output

disposition.

3. Explain responsibilities relative to
the processing cycle.

Conduct training sessions.

. Hold classes for supervisory user

personnel.

Lo

Assist in classes for user clerical
staff.

Plan The Svstem Test

l.

Determine test procedures.

Define system test data to be used.
Schedule required resources, including
equipment, personnel, and other suppott
resources,
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using and operating departments for the operation
of the new system. It is highly desirable for the
user department to perform as many of the prep-
aration tasks as possible. By means of this in-
volvement, the user may begin to accept the sys-
tem and obtain a thorough working knowledge of
its details.

These procedures should be written in a nontech-
nical play script form that defines the necessary
steps, frequency, and responsibility associated
with each manual or operating function.

This is the formal assignment of responsibilities
to different agencies involved with the state CIS.
A realignment of the organization is not intended
here. Rather, it is the specific understanding of
who will be responsible for what. Typically, the
first subtask involves collection of input data in
the field. Subtasks two and three involve the ac-
tual processing function.

The project team must train the user department
in how to operate and run the system. However,
they should limit their instructions to supervisory
personnel and then have the supervisory person-
nel instruct the actual clerical personnel who will
assemble the data. In this way, supervisory per-
sonnel become more involved with the system.

The entire user training process can be performed
in conjunction with the programming effort.

This activity is necessary to plan the test of the
entire system upon completion of the entire sys-
tem including the programming test.

This system test should not only include a test of
all mechanized procedures, but also the manual
portions of the system.

Commitment will be necessary to obtain enough
user and technical support to perform the system
test.

OBSCIS WORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE

ACTIVITY
TASK
SUBTASK

CONSIDERATIONS

VI.  Conduct System Test
1. Prepare system test data.
I.  Assemble historical input, if applic-
able.

2. Generate inputs to include transac-

tions which make the system fail.

2. Predict output of system test based on
test data.
1. Determine content of output reports.
2. Determine what the system should
do based on erroncous input data.
3. Determine results of processing on
the files.
3. Runsystem testand produce output.

4. Review results, generate discrepancies,
rerun as required, and obtain final accep-
tance by all users.
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e Sufficient time must be planned to allow several
iterations through the execution of the system.
This will allow for corrections to be made. It the
system is relatively large, it may be tested in
phases.

e During the programming phase, programmers
tested each program on a unit test basis. The pur-
pose of the system test is to connect all programs
together to sec if the system will function as an
entity.

e Historical data may be used if it is of the same
nature as the new sysiem requires. However, a
larger level of control will be required if histori-
cal data is used so as to be able to predict results.

¢ Making the system fail relates to generating input
data which is not expected by the system to de-
termine if it will fail, or how it will handle the
erroneous input. Most system tests include only
valid input. Systems are not tested for the inevit-
able rash of unusual conditions during system
startup. o

e The project team must determine, before running

the system, what is expected based or the input
data. This will considerably ease the effort in
checking out the test results.

o Establishment of a discrepancy log and follow-up
process to resolve problems in the test is an im-
portant tool in assuring that all detected problems
are corrected.

e This task will be done more than once, since
discrepancies will be generated each time the sys-
tem is run. These discrepancies must be turned
over to the programming function for correction.

o This step should be done jointly by the technical
and user staff. Some minor problems can be
prioritized for later correction after system
startup.




PRTEGEE:

OBSCISWORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE

ACTIVITY
TASK

SUBTASK

CONSIDERATIONS

VUH. Plan For System Conversion And Implemen-
tation

l.

o

0.

Identify steps involved in converting
existing data to the new system.

I[dentify steps necessary to start up the
system.

Identify controls or verification required
during the conversion and startup func-
tion.

Determine whether parallel processing
will be required or is feasible.

Determine necessary resources, includ-
ing machines and manpower required.

Establish schedules and responsibilities
for conversion and implementation ac-
tivities.

VHI. Perform The System Conversion

I

o

Correct existing or historical data into

new system,

. Convert present files to new files.

2. Create new files.

3. Review controls to assure no data
were lost or distorted during conver-
sion.

Run parallel processing for portions of

the new system which replace the old

system.

I. Run new and old system for same
processing cycle.

rJ

Compare output to assure same re-
sults.

3. Perform forms and procedure
changeover.
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/]

Although conversion programs were defined, a
=]

plan on when and how to use them must be de-

veloped.

Decisions must be made as to whether historical
data will be initially converted or ignored.

Special amounts of effort may be required for a
one-time conversion process.

Paralle! processing may not be feasible if the CIS
isradically different from current systems.

If parallel processing is to be done, the new sys-
tem should be used for the live operation.

A pilot operation may be required to test alterna-
tives before final conversion.

Only files required to support the initial im-
plementation must be converted. That is, if the
system developed is being implemented in
phases, all existing files may not be converted.

This task involves taking existing files and con-
verting them into the new format. If new files are
created, this is the actual creation of those files.
Controls refer to the assurance that no data were
lost during the conversion.

A specific output of this task would be files ready
foruse by the new system.

This task is required if portions of the old system
are incorporated in the new system.

In order to assure that the old processing function
incorporated in the new system is the same, both
systems are run simultaneously and the output is
compared.

It is easier sometimes to dual process data on a
historical basis, since the expected results are
shown prior to the parallel.

This is the task of replacing old forms and proce-
dures with new ones.

OBSCIS WORK PLAN
ACHIEVING OPERATIONAL STATUS PHASE

ACTIVITY

TASK
SUBTASK

CONSIDERATIONS

IX.  Perform Final Implementation

1. Install new system and operate in a pro-
duction environment.

[. Establish library of production prog-
rams.

2. Establish library of data files.

3. Turn over operating documentation,
processing schedule, and data reten-
tion schedules.

Z. Provide support to operations during
final implementation.

I. Assist in solving operational prob-
lems.

2. Correct programming errors.

3. Assume ongoing maintenance morle

X.  Perform Final Review

I. Review all documentation.

2. Review resulting system and operation
with that originally proposed to assure
that all goals were met.

3. Review final schedule and development
cost variances for future use.

4. lIdentify additional modifications re-
quired.

5. Establish a plan for the ongoing mainte-
nance of the system.

X1 Initiate new projects using future project list

1. Reiterate process beginning with activity
under State Self-Analysis.
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After the system has been programmed, users
have been trained, and a systems test conversion
and parallel processing have been conducted, the
system is ready for turnover to personnel who
will operate it.

Insure that a discrepancy reporting and follow-up
process are initiated.

This is the startup of the new system and should
be run entirely by the operations staff.

Prompt response to the inevitable problems not
found during system test will establish credibility
inhe user organization.

e This activity provides an opportune time to re-

flect on lessons learned for the future.,

Also, problem areas documented at this time
would be helpful for other states which have yet
to implement their own C18S.

o If the system is being implemented in phases be-

cause of certain constraints, a reiteration of the
process can be used to implement remaining por-
tions.
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